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ing psychological equilibrium at all levels, structuring of 
the problems, adapting the organizational structure, assign- 
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time budget, coordination, and implementation and control. 
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Lo” INTRODUCTION 


@rises change the normal activities oi Orzari zas1ors, 
They occur in different ways, and often nappen unexpectedly 
and suddenly. Leaders and managers at every level ace 
extraordinary problems and are more or less accustomed zo 
handling such special situations. 

the frst objective Of inis -kesis 25.00 Den instan 
mato) the development of crises 1n orzan Zar.ırs and Treir 
impacts on the elements that are relevans in the decisicr- 
making process. The second objecvive is tc show the specil- 


really important factors a leader or Manager ras kc consi ier 


when making decisions in crises. Tne last objective is to 
develop a basic integrative decision-making mecel whicn will 


help a manager to cove systematically and erfectively with 
ermisis Situations. 

The expositions are especially aimed as she leader or 
manager whose organization faces real crises only excepticn- 
ally. Their scope includes higher command cr management 
levels, disposing of staff personnel, though some more Zeneral 


aspects may be of broader interest. 
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II. BACKGROUN 


Br PORE ENITION 


Several o definitions exist Lor itvew wore “Cre: s."° sare 
examples out of Webster's Third New invernationai Dictionary 


(Ref. 49]: 


The point of time when 1% 1s decided wretner an 
attaır.or course ©: ac.'on shall proceed, ce 
modirıed, or Terniraze. 

The. immediate sequal. o. ne C Pinua o re oae 
a period. 01 prosper_ S20 Sistas eS 2 
which the Dusiness orgarısm 13 severely strained 
and forced liquidazion occurs 

An mnszaple Steve armer sarrs Zen oa case 
change 1S impending. 

A Beychalserleanor seca] condes casona 
by unusual instability caused DY excessive stress 
and elther endaagering or relr zo erdarzer tne 
Con UAT O E bemad dual OF a e 29200 


The famous French Diccionary -and Loro sse -C C ccd 
[Ref. 15] provides partially similar definitions. The 
interesting thing is that neither Webster nor Larousse re- 
late, crises especially to the milızary 24 cama. as Pey 
do for medicine, economics, ard other sciences or fields. 
The New Columbia Encyclopedia even neglects all types ol 
crises except economic ones [Ref. 43]. Nevertheless, 
Military in combat face crises containing all imporvant 
Espeets: psychological, sociological, pnysiologica!, economic, 
technological, political and legal. 

Of the above definitions, the third one seems to De the one 


of most general applicability for this study, although 


it 





It is not specific enough to give a sufficient idea orf 


Pie characteristics of crises. 

The Encyclopedia Americana (Ref. 42] mentions 
TORTSLS" only the 16 political pamphlevs by Thomas 
cites the beginning sentence of the 

"These are the times that try men's souls. 

This sentence, though sounding very dramatic, 


fine and simple words the very rue and imporzar 


t 


Lest) panpnies: 


Superior forces and abilities are needed “o cope wit 


po se rises are therefore something “exsraordinar,. 


Ber the puspose ol TNs =hesis; era, No zee 


ereate a new definition, but 173 13 inporzanz To Sf 
Relevant characteristics of crises: 
= Crises disrupt -ormalızed Oro al proceed 


therefore represent ex zaord. rer; ash aLr 
uncertain outcomes. 
The: Sisk isch oh that conor .end/or bene Term 


Gannot oo 2Ulii tied or thay ever any Tal a 


impossible. 


ct 


= Scnraordinary resources (capital, labor, ma 
are necessary to solve crises. These additi 
resources are at the upper limit or exceed t 


available to the involved management level. 


- In many cases several problems arise simultaneousl 


or in very quick sequence. 


= tim most Cases there 1S a severe time constrain: 


the decision-making process in the sense tha 
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situations deteriorate rapidly if adequate 


Ao 


eeuntermeasures ere mot taken. 


B. THE ELEMENTS INVOLVED IN CRISES 


Pour main elements act as variables in a crisis: 

- The external environment 

- The internal environment 

- The crisis affected segment of the organization, 


called the "crisis segment 


The physical and/or psuenoloz20al csnser om e 21 SIS, 
called the "Grisi5S cen er 
The relationship between these elements 2S shown «in 
de 
Bjeure 1. 

A,8,C04D: sup-units G2: 
sne affected orzarization 
intermnial an roren? 


O GE y ] Arri rrn + 


-_ a de 


crisis centers 
leader/management 


directly invelved in 
Crisis 


crisis segment (shaded) 





superior leadership/ 
management level 


Figure 1 


khezerısjis-Affeeted Oresnization and its Environment 





The above notions will be used during the further discussion. 
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ier ine external Enviropmen: 


Hall distinguishes between a general environment and 


a Specific environment. 


ct 
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The general environment is fur 
mae following factors: 
- Technological conditions 
- Legal conditions 
- Political conditions 
- Economic conditions 


d 


ci 


ja 
O 
3 
U 
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- Demographic co 


©) 


= Beolszsieal caasacns 


= Cultural condi ion 


U) 


The specific environment or Tmer-orsan Zee aA 
Melati onship tS composed or the organizations are iriciwicausis 
P Dp z 
mich which an orsanization-: is in H recz inr erac ilor. en. 


18, pp. 303-332] 
23 The Internal Eavironment 


The internal environmen. COS o Scor 


yu 


i] par Sr 
fae (OrSanl zation which are not di recely artecked oy ene 


erisis. 


3. The Crisis Segment 


För this pars of che orsanızatzen, che crisis 
criteria apply. It is assumed that the crisis segment is com- 


posed of the following elements: 
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- A leader or manager and nis staif who are 
able to make decisions 

- Crisis-affected subunits called crisis centers 
which may or may not be able zo mare decisions az 
their level 

- Resources (capital, labor, material) #ka> can te 
shifted in order to cope vith C eS. These 
resources may or may nov de suilicienz 

As can be seen in Figure 1, there might ce some 

subunits in the crisis segment wnicn are sutordinated tc 


mae same leadership or Management as are tne crisis centers, 


But which are not directly affected 3 tre crisis. Tasse 
J J 
maoun tS; therefore, also belong “o fe iniérnel enviroórnmen.. 


[5 





III. INTERACTIONS BETWEEN TH 


IE CRISIS. SEGMEST OF 
THE ORGANIZATION AND ITS Z 


NVI RONMENT 


A. DEVELOPMENT OF CRISES 


Generally a crisis develops if an organization is, a% 


least for a certain time, unable to cope Wish Y 


in such a way that minimum short term cr LORE zen 20a Seca": 
be met. In many cases this even means a Temporary a: 
to assure survival. The reasons for crises developmen?T are 
two-fold: 

- change in the environmen: 

- changes within the organization. 

ji. Chaise 1 nei neasa ronmenz 

Certain environmental fac -ors such as seensologzeal, 


political and economic conditions can chac e Yanigl,; st wea, 
the organization gets into crisis situations gel 2lä ce- 
cause of the time constraints in coping with She cnanze. 

Other environmental factors will normally 707 charze 
rapidly, e.g. demographic, ecological or cultural conditons. 
But even changes in these environments can lead To Crises if 
they are ignored over a long period of time or not recognized 
by management. Only environmental lactors that can change 


rapidly in relation to the coping ability of an Orzeniza.Lon 


gq 


will be discussed. 
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Ec 15 inpor ant to recognize 7127 the word 
has a very relative meaning. Depending on the kind oF zoals, 
structures, investments and communications, environmental 
changes will be perceived as rapid by some organizations, 
while others will classify the same changes as slow. F 


example, the stockmarket is able to react witninminutes to 


changes in economic or political corditions, wnile shipouild- 


ees detinively need more: Ete To aésos. ence, Thae seg cr 
e-pid change” will be sused as itis perce vec 25 sncn 2 Sy 
A eani zation. 

Below in a = TI, a iur her descri re On ia p eser edan 
how environmental factors misht change 


a. Chanze ın Technoloziéal Condon nmns 
Smeaktchrouess 1er, Sana een e 

environment in a way which misht ce perceived as a rapid 
Snamee that can lead to crises, esverrall Mie ney Tecn= 
moloey was introduced by a competitor. Marker, Ze7 
into deep trouble due to inability; to sell che zocds devel- 
Sped with the old technology. Production will tolli rren- 
ing due to obsolescence of raw mavérials, machinery, unziniened 
and finished goods. Idle labor can cause additicnal serious 


problems. If the technological breakthrough nappened within 


the organization itself, some effects mizht te opposice, 


(D 


UY 


crisis in production due to the pressure fcr cnange to meez 
increasing demand. 
In the military, a change in technology can lead 


to new kinds of threats which might create crisis situations 
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if adequate countermeasures have not first been developed. 
An extreme example 1s the development and engagement of 
atomic weapons during WW II. 

b. Change in Legal Conditions 

Changes in legal conditions normally are due “Zo 
changes in constitutions, laws and regulations. These 
changes can work in two ways: 

Deregulations might lead to crises in some 
organizations because protective features are eliminated and 
competition becomes a major cthreat. 

In our society, deregulations are oucnumcered ty 
new laws and regulations wnichn curd freedcem. Restrictions 
are imposed which can lead to crises in orgarnizazicns te- 
cause they require major changes, increasing the organize- 
mons’ costs and eventually threatening ags sur? 
Examples: - Anti-pollution regulations require majer 

capital outlays for sewaze syssems, filter- 
ing equipment, protection aseinsT Bacdrasısen, 

or shey simply prohibit contiruins operations. 
(For example the operation of nuclear power 

plants were prohibited by the peoples' vote 

in Austria). 

- Certain ingredients in food production are 

prohibited due to discovered heelun nagards. 

- New safety standards may require major 


Capital outlays. 
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es» Change, in Polatical Conditions 
Especially in politically unstable countries, 
conditions may be changed overnight by military coups or 
Gunes Major events. This normally leads all organizations 
which are in any way opposed to the new politicai leadership 


into crisis. Even less dramatic changes can nave severe 


pto 


merce ss on organizations. For instance, political condo 
san have a major influence on laws and reseunlasiors, wen une 
effects as discussed earlier. 


Bs Hall points oul: 


The strong political pressures.to regquce milivary 
and aerospace spending nave led -0 crises ol ore 
sort or another for organizations in “chose areas. 
Police departments are DU eped Sack and 295 in 
between support for "law and order" and corden- 
nation ol police brutality Scnoor S,sLeme cae 
drastically altered pares ©f meer CUCA EAS Me che 
face of threats Trom, zroups concerned wich 3uch 
topics as sex edueazıon or lett-wine Texrioc0Xxs 


PRet. 18.0. 3071 


Po “Waris tie 'contianmasion 0. alo ces er 


t 


different means," as was stated by che Tamous Clausewitz, 
war represents an extreme political Situation and may De Tre 
mevimate source of any kind of crises. The ¿ollowime are 


examples of such situations: 


scarcity of raw materials or labor 

- reduced demand and therefore idle production 
facilities 

- increased demand in certain areas and there- 
fore over-utilization of resources. 

- wartime restrictions in prices, wages, 


procedures 





- physical destructions as a result of enemy 
actions, 
dy Chence in Economic Conditions 

Eeonomic cOndltlens can Change: ~aprdly enenen To 
mBeeduce crises, especially in business-orlerved organizavions, 
because of lagging demand and therefore idle production capa- 
city, or on the opposite side, increased demand and over- 
utilization of resources. 


A change in economic conditions kar”. also nave 


menor impacts on the availability of capi al: 


a coOnme rca artes aus. 11M Teir f ksk 
situations that promise an aceeDprtable recur” [me 
risk Of losses and che zocal relassonship we She 
eustomer, [Rem. 21, 8.820] 

In deterlorsacınz ecoromic cond Fions, (men 


Bepital might be needed, for exampie, o Dullid up inventories, 
eae risk for the creditor becomes higher and ris loan colic;y 
probably tighter. This can lead to crisis sicuaticns on che 
debtor's side. 


e. Changes 1n Demograpnie, scoloecical: or Culzural 
Cond CLONS 


AS was mentioned before, these factors do net 
change so rapidly that an organization with a somewhat caparle 
management should get into trouble. 

On the other hand, rapid changes can De produced 
artificially if businesses are transferred to other resions, 


into different cultural settings or ecological conditions 


without advanced and careful evaluation. This might happen 
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especially to multinational firms and produce crisis situa- 
tions for the affected organization right from tne beginning. 
f. Change in the Specific Environment 

The specific environment of an organization in- 
Bludes all other organizations and individuals with which 
Im Organization is interacting. For a business organization 
this might include: 

- State and local authorities 


- Government agerci 


iD 


S 

- Congressmen 

- Affiliated busiresses 

- Customers 

- Competitors 

- Business-related societies 
mor a military organization, this mizhk include: 

- Federal, state ard local authorities 

- Government agencies 

- Police orani zals 

- Fire departments 

- Civil defense orzanizations 

- Allied armed forces 

- Hostile armed forces 
Changes in the behavior and power of competitors or hostile 
armed forces have the most potential for creating crisis in 
an organization. Changes in other inter-organizational 
relationships may also be responsible for a crisis, e.g., if 
an important customer goes bankrupt or if a strongly affiliated 
Organization or individual gets involved in a scandal. 


al 





> j a 


All the reasons discussed above, that may de responsible 
mer the development of a crisis in an organization, are not 
Bear eut but are in steady interaction. In particular, all 
changes in an organization's general environment migh = nave 
an influence on its specific environment. 

oa 


Chance, of Factors Mithime. che Orcan a aon 





According o Leariis's orsanizatioral mode mec. 30, 
pp. 1144-45], there are four looming organizacional variarles: 

- Task 

- Actors (people) 

- Technology 

- Structure 
Because other variables are very important in deellMg wn 
Crises, two more are added: 

- Capital (= monetary resources) 


- Supply of goods (8.23. raw materials, militar; 
supply) 


ror the following discussion ina a = € adeWercrises 
Gue to changes in orzanizational variables, the notion "Task „" 
as mentioned in Leavitt's model, will be replaced ty "zoal," 
which might be more often used by managers. 
a. Change in Goals (or tasks) 
Leavitt defines task oriefly as "raison d'étre" 
Mer. 30, p. 1144]. Goals may include objectives which may 
Change without necessarily changing the overall ain. 
A rapid change of goals might impose changes in 


Ehe composition of the labor force, in technology and also 
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Wa the orsanization's structure. The entire organization 
might then be involved in changes. The resulting problems 
for management may become so severe that tne crisis criteria 
are met. Examples: 
A Manutacturer Of Nandcraited period 2urml- 
ture who, due to wartime, is forced to produce 
wooden cases in large numbers, will experience 
major changes in his entire business and very 
megvavly lace critical moments- 
A military rdt, ceromed or comtas m S3 arn, 
will have difficulties when it suddenly is ergazed 
NV ELO control, 
b. Change in Actors (people) 
Crises in an organization whicn result especially 


Brom the people's behavior are in Most cases due So fonZlicts 


(D 


Between the actors. Conflicts may be creaved oy rroblens in 
interpersonal relationships vervically in the line manaze- 
Men chain or horizontally 2e veen beers, Sy Joc ad: ssatastac- 
tion or other unsatisfied needs. 

Because a conflict is both a form of agzression 
and a frustration [Ref. 31 p.413], crises may occur because of 
aggressive actions of any kind: sabotage, arson, other acts 
ef physical destruction and strikes, all aimed at the 
frustrating agent organization, or parts of it [Ref. 31, p. 404). 
mt frustration is created by outside factors, displaced 
aggression might still be aimed at the organization and lead 


mo crises. 
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Another way to look at development of crises 


due to actors is based on the psychiatric “crisis 


ct 
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where 


Crisis is seen as a progressive phenomenon 
manifested by continuously rising tension 

due to the ineffectiveness of habitual 
problem-solving methods. This leads to 
feelings of nelplessness, followed by 
emergency mobilization of resources. [Ref. 34, 


p- 309] 


Bue to changed behavioral patterns, this psyenological dip- 


le eel 


ean wee 


equilibrium of individuals and zroup 


{N 
3 
fv 
S; 
1 
3 
D 
3 
pa 
(D 
ID 
fp 
et 
) 
() 
ty 


meoretie Organization. 

LG ls importan. [0 ne sce "haere ase" 
pie expression "crisis," as IT is used Zh “crisis Taeory, 
(and in the quotation above) differs from zne cre used 
throughout this thesis. 

Cc. Chance in Technology 


S - a - mn y Pre Pe | "m e ` ee E -_ 
How chanses ın VeChnO les 2220eh 21 CFs casar 


has already been described on page 17. It srculd Te recce- 
mized that there is eventually a heary influence al sranges 
in technology on the other organizational variaoles. Asa 


mesulLt of changes in technolcey, zoals, composi vion of "tre 
workforce and organizational structure might need to De 
changed, creating severe problems for the entire organization. 
dí Charce an Seruc cure 
Different organizational structures can nave a 
heavy influence on the composition of the people within the 
Organization, the needed skills, interpersonal relationships 


and power structures. People that are, for example, accustomed 
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fora vertically structured organization mizi? nov TEX into a 
Matrix organization. As Davis and Lawrence point out: 
It is inevitable, therefore, that a matrix organiza- 
tion creates some "dinosaurs" - individuals who mas 
have been competent in a traditional organization 


but do net Wani Or Cannot funetion 1n a mare. 
Preto 11, Do. 113) 


Inability of people to adapt to a differen: organizarional 
structure may well lead to crisis. 

e. Chane 17 Capi ga or Supplr er 

Chance in chis consext mesos scaner, Elícapartal 
er supply of zoods (e.g. raw materials, spare parts, mm - 
tion, fuel, food) or changes in the composicion 0 the zccds. 
Buen ecneanges can obvicusly create very sericus ori ces Wir 
eventually can lead to complete collapse. 

It is AmpOrtant vo gonice Tiar c alkos sere ya Hito 
above variables may influence other variables. Tnereíore, 
mena crisis is caused in an orsani 2 10n 2y Lazear al Mecenas 
Æ Ss Goubtiul that the variadle whcn, at ro rsk =lárce, 
seems to be responsible for it, is reali 
me. The interactions musí be studied in Srder ¢5 devernin 
the real reasons. 

Paonally, it should Se mentioned grey she creans ze- 
tional variables may be changed by managerial decisions, 
mistakes and internal development. Eut in most cases, they 
change because of changes in the external environment. Hence, 
the interdependence looks like that presented in Figure 2. 
how crises can influence the environments (see lower darts), 


Will be discussed later. 
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The Interdependerce 
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The orzanı zazsronal changes leadına to crisis arg 


shown as having been afiectied by tne externa 
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may have an influence on the envirormenz. 


BR IMPACTS OF CRISES ON TEE CRCANTZATICA 


In what ways are organizations, 


° = 


speciall 


r zu a ya 
Jå e We dis 


(D 


~ 
u 


Reemeñts, alzected by crises? —Mms quesvicn will ce 






By looking at the main organizational variables again: 


HE TOYS, 


i 


vechnoleey, structure, capital ara supoly =cc 


impacts on Goals 


The possible impacts on zoals are: 
- obsolescence or goals in quantitative terms 
without changes in the qualitative aspects 


of the remaining ones, 


ds 
<>). 





- Obsolescence of goals in qualitative terms 
without obsolescence in quantity, 
- the combination of the two 
The above impacts already show that decisions in 
terms of goals have to be made in crisis by a manager or 


leader. 


2.» Almpaets oy7Tassal 38707 ss Eau arten. nar Matera? 





Theserimpeets aresgenerell, 9: 2 nays.cal nesıre na 
Occur especially during wartime or disasters, Zor example, 
Pimeratt accidents, floods or nuclear accidents. Zeysiz2l 


damage does not always need to de an ertect of crises Du“ 


ean Cause crises itself. It is difficult zo draw a clear- 
cut boundary between these two. The same is true for 


physical impacts on people (see below). 
So. - Impacts on, reople 


« 


These impacts misht be of physical, ps 


gu 

pa 

() 

le 
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physiological or social nature. 
a, Physical Impacts 

Physical impacts on people occur especially in 
Military units (losses, injuries) or at disasters in laber- 
intensive organizations. They will subsequently have 
psychological impacts and increase or cause crises. If, for 
example, the enemy attacks a military unit and throws it out 
Sí 1ts positions, the crisis in the unit will be much worse 


1f many soldiers are killed. 
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The physical impacts become a special aspect in 
decision making if they include leaders. Then, emergent 
leaders will take over the leaderless group without appoin-- 
ment [Ref. 13, p.6] or new leaders will be appointed. This 
fect result in both more or less difficulties for Randline 


Che crisis Situation, depending on the capabilities cr the 


new leader and the communication patterns. Anyway, increased 
Moe ertainty will at the least exist over a Limited “me. 
Dy Psychological; Physiolcs cal ard socia mesos 


These impacts are very important as they deter- 
mene NOW crisis situations zet solved. In erder Te 
more detailed picture, four elements will De discussec: 

- impacts on the leader cr maneger 

- impacts on the staff 

- impacts on the people in the crisis center 

- impacts on the people in the internal 

environment 

(1) 


represent threat and danger on one side and, hopefully, 


impacts on ire Leader Or 





challenge on the other side. They are a danger ard threavr 
to the leader or manager because of the great amount of un- 
certainty they create. On the other hand, a good leader cr 
manager is challenged by the possibility to prove himself irn 
fighting crises. What are the psychological effects of Tear, 
anxiety and challenge on the leader or manager? 

Lindzey et al. state that the emotional 


response to a specific perceived threat or danger is fear, 
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and that the transitory response to something unknown or 
indefinite in a specific situation is "state anxiety. Der 


elaim that two ways exist to control the spread oí fear. One 


cr 


is to prevent the occurrence of the original fear stimulus. 
Mais prevention is obsolete if a crisis nas already occurred. 
The other is to control fear by manipulating the consecuerces 
Er at (Ref. 31, pp. 383-384]. Viewed in the crisis context, 
Ehe relief promised by overcoming fear (ard acting in a crisi 
Situation) must de more important than the expected results 
me Surrendering to it. State anxiety which resuies iron 
encertainty can have a positive siTect ir making reacziors 
more effective but il It becomes excessiva it may lead tc a 
mental block (Ref. 31, pp. 384-355]. 

P. Panse, Xho did extensive studies on 
mear, anxiety and shock (Schreck) states shat fear may cause 
wn cations of perception ard corsciousmess, very, sini tert to 
Baelz's emotional paralysis (Z2aelz'sche Emoticnslanmurng). He 
mesecripes this paralysis as an appropriate form of reac zion, 
El basic instinct, which allows tne individual to concentrate 
his attention and to act, though narrowly focused on the 
object of fear, with nighest effectiveness. Another impact 
of fear is the alteration in the perception oí time. [Ref. 
37, pp. 90-96, 121-131] 

McDougall mentions the following drives 
connected to fear: 


- The drive to flee in order to protect oneself 


~ The drive to call (loudly) for nelp 
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The drive to stay in a community or to seek 


me drive tro protect, tO care 


Ire-grıve to dominate Or malin sın ones 


The drive follow or to submit (quoted in Ref. 37, 


De eos). 


The physiological impacts of the stress 


created by anxiety and fear are very much interrelated wlith 


the 


block 


which 


leading positions, who react this way, 


Bzycholoelcal ones. A: 


U) 


U) 


. . “ ` ş E 
r ay a My y aq ~ A as eee Yy Ya y 
elye aısezuishes Zıree zra 


Alarm reactjon, causire su or eramnsıe, Dun Ina a- 
> E As = 
tion, Increased Tesrı. 047, erere. on 01 We=swes, 


increased galvanic skin response arc increased 


activity of the adrenal zlands 
Stage of resistance to stress, recovering ron 


the alarm reaction 


Exhaustion (which is the exception) nay 


+ 


to continued reappearance or the 


TU 


reaction [Ref. 40, pp. oe 
Pp. 377] 

An overwhelming drive ^o 
those discussed 


may be the worst effects oí 


can happen to a leader or manager. 


should De replaced 


immediately. 


Challenge has quite the opposite effect. 


Why does it happen that some people get challenged as a re- 


meet of threat? 
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There might be two reasons: First, *hrea” 
by enemy, competition, or whatever creates a basic rage 


which turns into aggression as a possible basic reaction in 


order to survive, although , as Lindzey et al. state, 


ae y 
survival might not depend on being aggressive (Ref. 31, 
p. 397]. Aggression might even lead to overreactions or 


misdirected reactions in crisis situations, endangering 
adequate and effective crisis manageme 
mest form of challenge 1s the emergence of a strong drive 
in the leader or manager to overcome the crisis, leav 
mim capable of objective judgment. Th 
considerable impact on all people iniluenced by the Leader 
or manager and is therefore extremely imporvzanz, especially 
in situations which seem to be hopeless. 


Crises have ro. onlsearhes Scheren erress 


me uncertain outcome, but are also characterized by an over- 


e 


load of problems, and time constraints, merce, excess work. 


O a mr de a tas? cal ls eth 


This work overload, together with Tear and arxiety create 


un 


meres. Stress Situation. Piedler defines sicuetñional suress: 


We shall here define situational stress as a condition 
in the environment which is experienced as threatening 
and therefore as anxiety - and tension-arousing. 

[Ref. 12, p. 199] 


— 


Cribbin describes stress as toLlows: 


The common denominator of all stress and tension is a 
feeling of discomfort. .....Every numan being has two 
basic desires: to maintain psychological equilibrium 
and harmony and to actualize his potential. Whenever 


One perceives any threat to these drives, he experiences 


a certain amount of stress. [Ref. 9, p. 200] 


St 








The disequilibrium mentioned above may 


range from hyperactivity to complete mental blocking. The 
good leader or manager will react somewhere in between. 
He will not be very sensitive to stress. Because it is 


assumed that the manager or leader has to cope with temporary 
crises only (as oppossed to permanent), “he long term impacts 
of chronic stress will not be discussed here. 


Another eventual impact on che leacer cr 


manager, as a result of the above impacts, 23 a possisle 
ehanse in his normal managerial bdenavior. This mmshi derive 


zoom his Own uncertaiwmey and result in leaving sutccnscicusi, 
more authority to the subordinates, Decoming more Cemcerazic, 
what is trying (also subsconsciously) so divide respoers >: 4:7; 
Or becoming more autocratic. 

That the behavior ol ¿eaders can cnange Irom 
wR uation to situation is supporved by 


ma. there 1s eonsiderasle syiderce Lha. pie Cele wae” 
or leaders.chanses from sr darion to suUa n 0n.: 222 


leader who may be quite employee-centered and con- 
siderate in situations in which ne Zeels in comblere 
control, tends To pecome conternmed iva the as: 2% 
Situations in which his control of she group is 


minimal. (Ref. 13, p. 54] 

(2) Impacts on the Staff. What has been said 
for the leader or manager in (1) is also basically true fer 
the members of the staff. There is one major difference: 
staff members do not have a direct responsibility. Zvidertly 
this takes some pressure off of them. 

Because a staff ls composed of many people 


with different personalities, the impacts of crises on a 
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eraff as a small organization may vary enormously. For he 


Wader Or Manager it is therefore important to «now how nis 


staff reacts in crises and especially the individuals namiz 


power structure can change in crisis situations, ne Mm: 
become very disappointed and shaky. 

The above menticrned drite -o oli or co 
sipomit Will be an important factor 12 Ze’ ve 
ship, because people are more willing to accent crders and 
directions than is commonly supvosed. 

(3) tmoacts Ont ew- 900 Sete leet eas Car. 
Peaders and their start in the center of crisis mi Ss > 
the same impacts as described in (1) and (2), alshoush hey 
May be more severe and lead to ccmplete inacilizy of acz 


maere no appointed leaders exist any nere or where They na 


any ere ina 
Most their authority, power Structures will onense anrd 
emergent leaders “take over. 

Tnese extreme cases OF crises occur es- 
pecially in wartime situations where pnysical, vsycholosic 
and social impacts are combined to an extreme degree. X. 
Lang provides a vivid description: 


The disruption of combat units under fire is partly 
the result of physical damage and medical incapacity 
suffered in an unexpected emergency, both of which car 
be "repaired." Other stresses on combat personnel 

are cumulative. Men are required to undergo, as 

part of their everyday activities, considerable 
physical discomfort and other (for example, sexual) 
deprivations. They suffer great uncertainty. In 
particular, they constantly face the prospect of 

being killed or seriously injured and witness deat! 
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angsanyury FO Otners. A COME =DOUS "Crs sis pro- 
duceesvattrition and the eiitects Of atgri<ion must 

be distinguished from those of a ee 
emergency. The effectiveness of combat units is 
impaired long before a point or Irreparapble Dpysıcal 
annihilation is reached. [Ref. 28, pp. 363-864] 


In addition to that discussed above, two 
elements may become crucially important: shock and vanic. 
In case of shock, dimming and change of consciousness seem 
to happen relatively often. These shock elíecus can las 
Bor hours or days. Studies of eifec‘s on pectle fue co 
earthquakes have shown that a primary immooilization may oe 
followed by extreme motion (Bewesunzsstuxrm). The enysio- 
logical impacts are basically the same as caused 0 Teer, 
Buc they start more suddenly and their es@ects are more 
MBivensive. Especially observed were all xinds of muscul 
Bontractions. 

Panic devel@rs an ne Desens nl 22 
weak and psychasthenic individuals who snow a low resistance 
level but may then suddenly and untforseeasly stcread, invcolv- 
ing people who before were thoughtful. L[ARer. 37, Dp. 117- 
120, 151-154, 158] 

(4) 


Impacts on the People 3 e Bier ie sf 





Environment, If a part of the organization is in a crisis 
Situation, the psychological impact could take di’ferent 
Shapes. The overall attitude of the internal environment 

might best be described by the question: "Will we de affected 
too? If yes, in which way and when?" These basic questions 


already indicate one element of crisis: uncertainty, which 


Can create anxiety and therefore have the same impacts as 
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mere discussed before. The additional fact of being in a 
waiting position might even be worse because “here is no 
Beliet from the activity of fighting against an actual 
"enemy" (= crisis). If leadership or management is function- 
ing normally, preventive measures should emerge out of this 
siuation and lead to a tightening oF the organizational 
eeructuce of the internal environment: Or just nave The 
@pposivte effect if Leadership is wWeax and acill eiis. 
Another possible psychological pac > see 
ereation of willingness to help people in crisis. This wiil- 


ingness to help does not only Drine regie= tc tne nelpee, 


4. 





Orezanıizational Struc suzes 


a, Tall Versus Fiaz Szeuckueess 
The pyramidal shape of an organizavtion is dever- 

Mined by the existing span of control or span of authority. 
The span of control or authority can be delined as the 
number of subordinates an executive permits to repor3 <c him 
directly [Ref. 2, p. 1:44]. Ivancevich et al. describe tail 
and flat as follows: 

The larger the average span of control, the wider or 

flatter is the organization, and the smaller the 

average span of control, the narrower or taller is the 


Organization. [Ref. 22, p. 349] 


Figure 3 shows an example of each. 
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Tadeo Versus, Lar Ui rean Llora ic te res 
In a tall structure, top management zets 
ınvolved earlıer in CS S15 decision” mi 


But is able to shi l resources Laser due 


t) 


tOo the Shorter line of Conn- nd. 


in the tall structure, tne line of command 
is measured by the number of "communication centers" 


(Black points im Fieure 3, remark sr laucher)sthraus 
which the directives of the chief executive pass in 


ee es de 


being transmitted to the working level of the base ol 
the pyramid. [Ref. 2, p. 1°45] 


Crises may have different effects on tall and flat 
Organizations. Because of the fewer management levels, 
the top management of a flat shaped organization will become 


involved much faster in the crisis management than the one 
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oie) tall Organization, Which in this aspect nas a more 
Seo less true ture. On the otner hend, a ile” organizeanion, 
due to shorter and therefore normally faster and Deiter 


communication from the bottom to the Top, car reac? in 


ry 
fu 
-j 
5 
O 
> 
Hh 
p 
U 
ct 
(D 
ry 


shorter time than a tall one, allowing fo 
Sii Ol resources to the center of the crisis. ina tala 
organization, as a result of the numerous communication 


- > y E a +» 7 er q am u. ur m 2 3 «e E 
centers, the risk is nign tha information mé, ce delayed, 


(J! 


distorted or even lost. 

b. Functional Versus 02 71s erated site res 

Large orsanizaslers ir me enler, tages te. Ss 

mixture of both structures. Divisional: zation zenerall: 
Sees along with the delegation of authority, Aence, 2ivlsicrs 
are to a great degree able to make their own decisions. In 
Meuncetional structure, decrzionszereraiTl, 277207 ellEcr 
several departments. Theretore, gee decisions save =0 Te 
made at a level which nas the pessibiliiy arc the wemer co 
coordinave the involved departments. This may be av 2 
relatively high level. A crisis therefore affects a 
Slyisionalized structure probably onl] vitii ene division 
without necessarily involving top management. Ir a purely 
functional structure, on the other hand, even if a crisis 
occurs that affects a relatively small part of the business, 


mu: 


de de 


N 
H 
O 
a 
u 
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it is top management which has to maxe the deci 
has the advantage that all available resources of a firm 


can be engaged, if necessary, and the decision certainly 
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conforms to the ideas and policies or top management. Thar 
may not be the case if decisions are made av divisional 
level. 

ce. HjekhiyaromalyzediVersus fess formal Ssrructires 


Hage and Aiken state that "organizations with 


Eerie work are more likely to nave 2sreaber .ormaliza on 


w organizational roles." (Ref: 17, p. 371) The extreme 
y pe ot formalization is the "Ideal Sureaucracy," as 


described by Weber [Ref. 48], where jcbs are hishly rousirized 


and executed Following sveciflc rules. "Er ts Seyrous er 
ale nienly Tormalized oseenicasions are “00 iz lex 225,70 


ope With crises, Which by nature cannot oe handled sn ci re: 
by formalized procedures. Lawrence and Morscn cnhecxzed he 
relationship between organizational Zormalization anc enviror- 


mero añada. Found that the more certain nna en ronen. 


me higher the formalization. [Ref. 29, op. 34231) 1% Ben 
prerezore be concluded that e less Termal: zed -rzan verze. 
is more able to cope with a turbulent environment, rence, 
with crises. In other words: the impacts of crises cn a 
less formalized organization will not be as severe as on 2 


highly formalized one. 
d. Pure Hierarchical Versus Matrix Structures 
Davis and Lawrence (Ref. 11, vp. 11-13] propose 
that a matrix is the preferred organizational structure if 
three conditions are met simultaneously: 
-- Outside pressure for dual focus 
(e.g. project-oriented and science- 


erienederocas) 
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- Pressures for high information- 
processing capacity 
- Pressures for shared resources 
These three conditions look similar to “nose expected in 
ERarısıs. 


Again Davis and Lawrence: 


The matrix design, properly applied, tends to develop 
more people who think and act in a zerneral Managemen? 
mode. [Rei Li, Dona 
If this is true, mix Arber 
Nave some advantages in nandling crises over ne sure 
l@merarchnial structure which may not Je as Tie crie. 25 will 
Memecointed out Laver; flexibrliT,, 12S. 22 ote oe -orecess- 


mie capac tly, and individuals si-n a zeneral ~ CoN DEN e 


meea aa non are crucial in resolvins crises. 


Metrix organigations also nave Mie: secu ne 
Me fact that individuals in a matrix cFEaniga icon nave mor 
moan one superior, ereates problems. The DOwer ceemeer 


Sliperiors has to be brought to a reascnacle Galence wrier 


Seme times is very Ciiiiculp. E an uF Gas calerce <s 


established, it can cnange rapiBly ard is Sberelöre Aızalk 


we abla, Ivancovich et al. dese= ce che situaron 7:22 


The participants are also faced with somewhat of a 
dilemma. They may be responsible to both the func- 
tional and program managers. This type of in-?t 
middle position can create anxiety, stress and 
trustration. Some people handle this dual respon- 
sibility well, but others become very inerlecsive 
aund.eonrused, IRef,. 22,90. 367): 


mo conclusion, a matrix structure may be suitable to cope 
y r 


with crises, given that the people involved are capable o 


a 
+ 





handling this kind of structure. Otherwise there already 


> 


stes an Organizational crisis or at least a ¡sumen proulem. 
additional difficulties produced by the crisis could lead to 
a collapse. 


After this discussion of impacts on decision 


making due to organizational structures, the question 


arises: “Can crises have a direct influence on the organiza- 
tional structure?" This question is not easy To answer. Ir 


most cases, Organizational Struc ures will Se changed ty 
mManacerial action in order mo adanz to The Special crook 


eeances. On the other hard, UY 2S Ccerveiniy possiele That 


sand that the impact oí erisés on an organizational serucvure 


Eol an indirect nature. 


E. IMPACTS OF CRISES ON TEE EXTERNAL ENVIRONMENT 


Ot jai). thewenvirontiental fac o oS Jiszed Jelon, 
- Technological conditions 
- Legal conditions 
- Political conditions 
= BCONOMLGE Conditions 
- Demographic conditions 
- Ecological conditions 


= Citra) Conditions 


LO 











most may be influenced by crises, especially if crises 


perceived as disasters. The majority of these impacts 


long-term characteristics. For example, technology might 


be improved after the explosion of a grain storage tanx 


a farm, legal measures might be taken arter a disaster 


a nuclear power plant, economic conditions might change 


peter a Crisis at the stock exchange. 


Rot tieal, demostaphice, ecological en culos Son 


tions generally will only change as a result al zreaz ? 


ekehn as wars. 


Ss” » de } nr 3 aya” m~ y 
The possible impacvs on the externa ervircrmer = sncu 


mermally be considered in crisis decision maki r: a? ver; 


pa 
LÌ 
(D 
U) 


nieh levels only, where long-term impacts beccme ImDerzant. 


D. THE COMMUNICATION PROBLEM 


EXTERNAL 
ENVIRONMENT 





ent 





RSS 
Center 


Figure + 
Communication Channels 


Five communication channels are especially 
Ymeorrane for decicion maxine in crisis. 
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Five communication channels are especially relevant co 


decision making in crises (Figure 4). 


They are: 


Communication is 


Arroan dJi: 


Bor 


A 


Bret. UH, 


appropriate decisions, relevant intormarion 28 


Communication between crisis center and the 
of leadership or management wnich 
to make decisions and nas shiftable 
(m in Figure 4). 


Communication ves meen ne 


and the crisis leadership or manazemernz level = 
Communication detveen the ax ernal arire i. 


and the leadership or marazement level n. 


Communication between the leadershlv cr manazs- 
ment level mn and its superior level‘) 
Invern communicaticns between the leader cr 


ot the Sari, 


~ a 3 
~ < PATA — y ra Kr 
aw e un E IZ Due “is 2 


+ - 7 _ 
che excnange cr 


necessary. 


lists and describes the rollowinse criteria 


good information: 


Slienifleanee„and viealıry 
Reliability 

Timeliness 

Understandability 

Bases for comparing current results 


6-11]. 


pp. 
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ine realty. the above criteria are goals which 


entirely met. Information is too often biased., 
ENen 11 a normally functions organization the 
facts- Fins, 


mation flow 1S biased due to several 


and quality of perception of the individuals 
in a communication process differ because of the different 
quality of sense organs and limited perceptual 
Secora Mene Conmmecica 7. «. 


Papacity [Ref. 31, p. 90]. 


of different individuals will vary 
en actors such as: 
ers 


- Personality of the partn 


tion process. Assuming that 
influenced by the drive to satisfy needs, 


will follow this drive also 


For example a person whose basic reed is narm avoidance 
(One of Murray’s Twenty Basic Needs, Ree. Gc, Dn. *151- 
225) will tend to suppress forwardi Pate miats or "eee 


could ain rec drai Creare negative sifects. Or 25 a 


superior has an aggressive personality, 


tear 1n his subordainates, 


ne sets up 2 


Mager 


wnich 


creat 


varre 


es 


13 


to the transfer of knowledge and risks missing importan“ 


MALO Mato T. 


= trust or miserust between communica 
MHo trust 15 óne of 


communication betweer individuals and 


the most severe 


alme pariners. 


Barrıers 0 


can have 


sub- 


stantial impacts on the kind of information forwarded 


and the way it is done. 
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- Misuse of knowledge as a tool of power. Nithnold- 
ing information in order not to lose personal power 
can mean that eventually vit knowledge does not 
get forwarded. This might be responsible for 
complete breakdowns oi operations.: Auer al 
example is the electrician in a manufacturing plant 
who is the only one who knows about all of the charges 
that have been made over the years in tre e 
system. If he 1s reluctant to oroperl, record Ben, 
he becomes a V.I.P. because nobody sise will ever te 
able to do anything meaning/ul in case ol 2 pewer 
alure. 
= -Organ)ızatlonak Darriers to commúin.cation. O nese 
include awkward communication procedures, tecnni- 
cally poor communication means and zec 
Jecensraliza..on. 
ANCEN of the individual on he or ar ario. 
Some functions need more interaction O ETE 
heir Job. than ochers. 
Third, diferent people will discriminate difisrtemtiy cevwveer 
important and unimportant information. Therefore the entire 
MlcGering process, which 1s crucial for the decision naker 
becomes biased. 


7 
whe 


z 


In a normally operating organization, the diases wi 
become apparent over time and automatically be corrected. 
For example a military leader knows that unit commander "A" 


tends to be too pessimistic and therefore gives reports 


Yu 





which describe the situation as worse than it is, while unit 
commander "B" is very tough and does not like to admit thart 
he will be losing an important position. His reports, 
therefore, tend to be too optimistic. 

In crises, the situation will very probably change. Due 
to the psychological impacts, people will eventually cenave 
differently, affecting thelr way of communicating. in 
addition, especially in combat, institutional leaders may 


be killed and emergent leaders take 


O 


“Jo y» 


ment be excellent, their way of handlins esermersar ard 
communication toward the nizher leve 
right at the moment when the upper leadersnid Level reeds 


aceurate information most. In conclusion, this means has 


(D 
UN 
yu 
ES 
iD 
pl, 


the blases in communication during cris 
the biases during normal operations and tnererore represent 
an enormous problem in crısis decision making. 

A Gal example Of the Sntormaron orood n 
discussion by Subcommittee Chairman Gary Hart and Fennsylvanie 
Governor Dick Thornburg before a Senate parel fo 


7 


Three Mile Island A-plant accident in 1 


NO) 
\Q) 


Both Hart and Thornburg discussed confused and c 
lite ima Infomaslon.or mer accident. ATO uS 
Sharply ori ici zed the handlime ori The “crisis oy 
the Metropolitan Edison Co., the plant operator. 


"The company issued statements in the early days 
that proved to be something less than accurate and 
1ts credibility as a reliable source of information 
eroded rather quicxly," the governor said. 


Weta pe. 3 
There is an additional aspect. Crises situations create 
Be increased information flow. As a result, there are some 


dangers which can become very important: 
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- The danger of communication overload for leaders or 
managers because the participants in the commurica- 
tion system are not trained and accustomed “o 
filtering the increased information flow effectively. 
Katz and Kahn state that: 


Under time pressures the varas of zh 
commumlear.on dii icul to decode a 


parts, even though the former may © 
Moreseri.ical Jorene oran aeo 
[Re 20; p Hl 

=eine danger Of delay ro poca Ona Cause 
mo prior. blesvare Sec. 

- The danser of a complete blockirg of the zommurisa- 
tion system, which. in turn Razes 37 Dmpossı oe se 
leadership or management to perform tasks elleciively. 

- The danger of omissions, errors and distortions due 
to maladaptive behavior of involved veople ¡xel. 
D. 190, Ret. 24, op. 452]. 

Hence, it should de clear shat commum@icaticns wiier are 

already of hizh importance under normal circumstances Ie- 


some an absolutely crucial fector in crisis. 


46 








A. THE DECISION-MAKING PROCESS 


Different authors provide diiferent 
procedures. 


Scanlan proposes four essent 


Basil 


the non-mathematical approach 7 


IV. THE DECISION-MAKING PROCESS 


UNDER NORMAL Ci 


deci Si on- making 
Examples: 
ial phases: 


- 


Analysis oí the problem 
Developing alternative solu<sicns 


Analyzing alternatives 


1) 
= 
pa 


Implementing tne course ol 


[Retry 39% Dp, 119). 


develops a procedure whicn 


Taentlticasion Of acre proolem 

CoordınaLrlon of the sroslen wien, Dravi iong Diese 
and decisions 

Collection of factual informal on 


Determination of alternative ccurses ct acticn 
Selection or one alternative (the decision) 
Formulasıon Of “asplan Cr action ron plenen onre 
SOUTO. 

Design of controls and implementaticn of the 
decision 

Evaluation of the decision after its implementati 


Rem 6,00, 152]. 
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Knudson, Woodworth and Bell present seven steps in 
decision making: 
= Derınıtlon Of the problem or oppor ùnl i7 
= Fact gathering 
- Development of alternative solutions 
- Weighing of alternative solutions 
= Selection of the solugion 
- Implementation of the solution 
- Measurement oi the consequences 
(Ref. 26, p. 239]. 

All of the above decision-maxing procedures nave imrcr- 
kant elements in common, even if thelr wording 1s Cicierent. 
Pie steps that can be identizied throughous are: 

= Identz.3e3:10n 0. the problem 

- Determination of alternative courses ol aeciior 
and their evaluation 

= pelectión of One Siltermecvi ve Wiies 25 he 
decision 

- Implementation of the decision whicn inciudes 17s 
later evaluation 

In order to be able to relate the basic decision-making 
process better to the specific conditicns in acrisis, the 
above sequence will be developed more in detail So ensure 
that important steps are not left out. Every step is 
discussed only briefly, assuming that a normal decision-making 


process is well known to the reader. 
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Normal decision-making process: 
- Identification and analysis of the problem. 


What is the problem? What is its scope? How does 


-a 


i it influence the variables of the organization? 
How will it probably develop over “ine? 
Kırsl cono LUST Ders: 

- Immediate countermeasures. 
Can something be done to save time or To reduce the 
most disagreeable crisis effects immediately, witn- 
out anticipatins the laser decision: 

= Analysis of the environmenzal influence on he. preolem. 
What influence does the external general environmen? 
have on the problem now and over time (sechrclosical, 
jezar, Political, economic, demographic, ecological 
or cultural conditions) and how can it de influenced? 
What influence can the external specitic aıyircnmers 


have on the problem now and in the future (creaniza- 


especially competitors, enemies, government azercies, 
related businesses or allied forces) and how can it 
be influenced? 

What influence can the internal environment have 

on the problem now and over time (e.g. other de- 
partments, divisions, military units) and how can 


it be influenced? 





* It is important that conclusions are made which will 
facilitate the finding of alternative courses of action. 
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Second eceonelmsıon: ....... 

Determination of the time frame which is available 
to solve the problems. 

This is a result of the preceding steps. 

¡usd conc LUST: 24.4. l 

Devermınatlon of alternative Courses Of action. 

If the preceding steps were made carefully, the 
alternative solutions should Da asy te maisd. We 
is important to Jist only a few (three Eo Tour), cus 
really different and feasible courses ol aczion. 
Each alternative nas to ve evaluated. Advantages, 
disadvantages and time frame must De pointed ouz 
and their impacts on all environments must bpe 
estimated. 

Selection of the best alternative as the soluticn 
to the problem. 

"Best" often describes the solution wish zh 

least disadvantages. 

Implementation of the solution. 

This includes the orders to subordinates, the 
provision of the necessary resources and the 
evaluation of the execution. 

It is worthwhile to give a second thought to 

how the orders can be given under the prevailing 
circumstances and to develop a concept for the 


relevant testing of the implementation. 
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The above decision-making procedures are intended to 
handle one problem at a time. If there are several problens, 
they should be solved in sequence by repeating tne same 


procedure. 


] 


B. THE DECISION-MAKING PROCESS UNDER CRISIS CONDITIONS 


l 


Piesm3a]07r characteristics and impacts Of crises hna stare 


relevant to the decision-making process are listed below in 
the form of keywords. They represent a short summary oí the 


discussions in earlier chapters and are the special factors 
that must be taken into consideration while maxing decisions 
in crises. 

They are: 

- Uncertain outcome with survival at risk 

- Necessity for extraordinary resources 

- Multiple simultaneous problems 

- Severe time constraints 

- Obsolescence of goals or objectives 

- Destruction (people, installations, equipment, material) 

- Stress (anxiety, fear, shock, panic, work overload) 

- Change of power structures 

- Change in communication and information 

Obviously there are many cause and effect relationships 
and interactions between the above factors. In order to 
Show how the decision maker must cope with these interacting 


problems, they will be grouped for the following discussion, 
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although it is obvious that they cannot be treated indepe 


dently. The grouping is only done for structuring purposes. 


i. thea, ANLI aty; Stress v hock, Panic 


The reduction of fear and state anxiety is one of 
the most important actions a leader or manager snould taxe 
as a preliminary measure in decision making. Before taking 
any further steps, he must do everything to reestablisn ills- 
his own psychological equilibrium which mizht nave seen 
d cor ted by the acvual stress si uation. 

Figure 5 shows now J. J. Cribbtin descrites tne ad- 


justment procedure (adapted): 
on-going behavior is blocxed 


Manager is stirred up 


y 


Various ways to overc 
thwarting situation a 


tension-reducing response is 


ae discovered 


adaptive benavior maladaptive benavior 


resolves disequilibrium short term drive reduction 
and need satisfaction, but 
no lasting solution 


Figure 5 


Procedure for Adjustment to Stress 


as Proposed by J. J. Cribbin 
(Ref. 9, pp. 204-205]. 
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The leader or manager of course wants to resolv 


iD 


his disequilibrium. Two questions arise. The first is: 
What are "various ways to overcome the thwarting situation?" 
Cribbin indicates that the scope ranges Írom "dogged effort 


based on logical experimentation to random illogical tehavior 


or stereotyped repetition of ineffective actions." [Rer. 9, 
p. 204]. Depending on one's personality, different ways 
may lead to the regaining of equilibrium. Some people will 


Mid support ın their relizion, Ovners in Irersased commun!= 
ezLjon with superiors, peers or sucordimaces, Others in 
distraction, some in mental exercises, as for example, com- 
paring their actual problem to the sillions of stars, the 
enormous distances and the incredible timeframes oí 7h 
universe in order to become aware how very unimportant and 
tiny the actual problem is. In addition, mcre and ıcre 
individuals are becoming aware of the dirferení tecnnioues 
which are available to reduce tensions, such as relaxation 
and meditation techniques. It is beyond the scope of this 
thesis to discuss tension-reducing medication. The second 
question is: What are the criteria for adaptive and mal- 
adaptive behavior? 

Again Criobin: 

Since adjustment entails the balanced sat- 
isfaction of needs, the manager must treat his 
difficulties as interrelated. If the solution 
found does not result ina higher degree of 
personal integration - and this is always rela- 
tive - then one need or pattern of needs will 


be met at the expense of others equally important. 
[Ref. 9, p. 205]. 
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As nonintegrating (maladaptive) adjustments, Cridbdin 
describes measures that violate normal social standards. de 
mentions three major forms: recourse to aggression, with- 
drawal (from people or problems), and self-deception (zo 
save face and maintain self-respect) [Rer. 9, D. 205]. 

Adaptive and maladaptive tension-reducing procedures 
will be repeated, because both give relief, although the 
one resulting from maladaptive senavior has shcor7-Tern 
Characteristics. It is £heretore imposcamt Lc haye Leaders 


and managers who are adaptive, because They will Te more 
ettective in handling crisis situations. Tre experience oI 
several successfully managed crises will in additicn increase 
self-confidence and therefore reduce sear and arxliety rizi- 


Le — A + + 


from the beginning. 


(D 

Q 
3 

| 4 
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Once the leader or manager nas reesvaclisn 
psychological equilibrium to a levelei = allows cim 0 sc 
effectively, he must ensure that ear ard anxiety ars reduced 


> WZ 


Machin his subordinates, includ:in* 'tne sesame. WG Ss LR or 


-a 15 


de 


erisis center should te oí primary concern ‘to nim, Ccevends 

pas he situation. Because anxiety is a resula ol uncertata, 
the latter should be reduced by good and quick information. 
Since the mood of the people invclved in ertsis can deterior- 
ate rapidly, if uncertainty prevails, the time factor in 
providing information is important. Both anxiety and fear, 
the emotional response to a specific, perceived threat, can 


be reduced by creating, or better maintaining confidence in 


leadership. Positive, earlier experiences with leaders or 
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managers will be a good platform for confidence. An 
extremely effective way to reduce fear, snock, and panic is 
the personal presence of the obviously 


Prenat in the crisis conter. 


(D 
m 
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The importance of a leader's personal presenc 


z 
A 


mmi l uence 1s stressed ın an abundant amount 0 zeleya 
etera uré. A typical example 1s described Iin Torrarce s 


study about group behavior 82721 
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In one crew, the navizator Decam 
looked up and saw vine aircral” 
the pillow Were Stik) Gm -Ner 


aad 


jobs and he became calm. [Ref. 
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Talo eflect works ın Sen ways, SNe Dosis aras 
negative, In an unstable psyenolozital sitúa- or, the action 
of one individual can turn the whole situation into zooc 
or Dad. 

Panse too emphasizes the importance oí the sugzesvive 
example given by strong leaders although he venis out chav 
their influence is limited to peovle who dísocse of some 
Minimum substance of personality (Personlichxeitssutstanz), 
consistency of character and strength of will [Ref. 37, 
pp. 119-120]. 

Torrance found evidence for the importance of 
setting goals and clarifying structures to a zroup in crisis: 

Having a common goal is a force which helps “Zo 

hold together in a survival emergency. [Ref. 45, 

De (oo): 

Survivor group behavior shows that relief and 

behavior of increased survival value results 


wnen the structure of the situation becomes 
clear. [Ref. 45, p. 752]. 
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The findings are certainly applicable to a stair 


in crisis, but may, in essence, also be valid for larger 


groups. 
Initiating activity is another effective means “0 
reduce anxiety, fear, shock and panic. Being cnarged with 


duty absorbes attention and afíect, hence, leaves less room 
Hem emotions [Rer. 37, p. 5]. 

In addition, the leader or manager must de aware cha” 
anxiety and fear, if repressed or treated as a trifle cy 
the crisis-affected individuals, create a stronz reed <c 
communicate about the suppressed feelings [Rer>. 37, DD. 

Mete], He therefore should try io sar Siy Eras need. 

In most Cases 01 Crises eae leader Sr matar muse 
decide where his influence is more important ir order 30 
Moct effectively fight crisis, 11 tds ei nen (1 se deciésion 
Marine process with His Stall! or rizn Bn the Sercerso. Verne 
crisis. This decision depends mainly on the persorality ci 
the leader or manager on the one hand and the cavabilivies 
of the staff on the other. If the stafí is led cy a capasle 
individual, who knows how to act in his master’s spirit, the 
leader should go to the crisis center. Many leaders act 
this way but forget to establish an effective communication 
back to their headquarter, to inform the staff about decisions 
they made on the spot, in order to integrate them in the 
er, S Planning, and to get continuously important irn or- 


Mation from the staff. 





It may seem that the above discussion has not nuch 
mer ao Vith decision making. This certainly is not true. “LE 
is very difficult to implement a decision, even if it is an 
excellent one, if the subordinates are unable to execute 17% 
Weto their disasurous psychological condition: Face, 17 


is absolutely necessary to first prepare a favorable base. 


2, “Maltiple=Simultaneous Problems and Tine 





If several problems arise at tne same time, or in 
very short intervals, and where is no tine cors cama”. 
solving them, they may be solved ty normal decisicn-maxing 
Procedures. It 1S che combination oí mulsiúde sd tim 
constraints which creates special orzarizatioral vroclens, 
besides the stress involved. 

Two steps are especially important when cne deals 


with such situations: 


| 


Structuring the problems 


3 


Creation of an adequate decision-making orgenizazvion 


a. structuring the Problems 

tructuring the prodlems involves the Toilcwing 
steps: First, all problems should de ranked in their or mary 
relative contribution to achieving the overall goals. The 
problems of a major production line are, for example, basically 
more important than the ones of a small line. Second, all 
problems should be evaluated for their impact on achieving the 
goals over time and ranked following time priorities. Third, 


the combined ranking of the problems must be made. In real 
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life it often is difficult to make the needed discrimina- 
tions, because tradeoffs become necessary. Example: An 
infantry division has lost two key forward positions, 
previously held by a regiment, to the enemy. This means “haz 
the enemy is able to continue his attack on une rear regl- 
ments within the next few hours. A“ the same time the in- 
telligence service reports that the two bridges, which are 

sa alely \mporvant vo che Supply lame, faro Teer occupleo cy 


two enemy airborne companies. This is especiaily Tad because 


the already delayed antitank-ammuniztion supply is urgently 
needed within the next six hours. Wm addition, a rear 


apkaentry battalıion reports che outbrear ore yonoría! [=uer, 
with 30% of the battalion already affected. 
Following step one, the ranking cl protiems 
would be: 
1. Loss of regimental positions 
because it concerns orimerily a 
combat resciment, merce a Tailor unes 
2s Lyenoid: rever 
because it concerns primarily a 
combat battalion, also a major factor 
3. Antitank ammunition 
because it concerns the supply organization. 
Step two reverses the order as follows: 
Le) AMC tank ammunit. on 
because the severe time constraint 


affects the overall goals of the division 
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2. Loss of regimental positions 
because if no measures are taken in time, 
achievement of the overall goals might 
be endangered 
3. Typhoid fever 
Although this problem could be the 
major One in che long Fun, 15 180 + 11 
the Short vern. 
The combined rankirz remains as it vas aiver 
step two, due to the major importance oi the tafe irane in 


this example. 


3 
> 
+ 


And fourth, in szructusinssznesaresre 


UQ 


interaction between the difrerent problems must be determined. 
Some problems will have a lot of interaction with others, 
some will have less and some none. This step is especially 
important Ior organizing the imerher decision-maráñab process. 
Patch, it should be determi nedi iners ar? 
problems that can be discarded because shey are relatively 
Wa mportant and the starí is unable o nardle “nem wisrour 
negative impact on the major problems. 
Sixth, the remaining problems must be scanned 
for obsolescence, i.e., problems that cannot be solved due 
to lack of time or means. Spending resources on such problems 
must be avoided, even if this is hard to do (for details see 
page 68). 
Appendix I provides a practical overview for 


the above discussed procedures. 
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If the problems are so complex 


Socwc vuced without further invesciza tion, 


evaluation should be made involving the 


a 


tnat 


cdo 
D v 


den 


tion similar to one of those described in (1 


below. 


b. Creation of a Decision-Maki 
Or How to Organize the Svar 


The goal of a special starz 
Sadstor decision makine in erzses, 25706 
eondacıons Tor solving ane Mul nude a2 
time. 


There are two basic ways 70 


Erther the problems are solved in segu 


1e 
à 


a 
ae 
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+ 


Ce, 


time for solving eacn problem to the lowest 


or the problems are solved simultaneously. 


4 AF : 2 2 
(1) Stalf Or anne or ror 


sequence. In order to make this type of 


a 


bec 


1 


chey canno Toe 


a prelimi ary 


rf in an organiza- 


reducing the 
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work, extremely nigh efficiency is necessary, because the 


time available to solve one problem zets very short. This 


can be done by chosing some very capable "zeneralisis" who 


forma “nucleus.” At the same. time, all 


are organized in a pool of specialists where 


the disposal of the nucleus (Figure 5). 


the hazards of overstaffing, which wastes a 


Folsom states: 


> 


vrer siai. members 


This slinina és all 


they remain at 


= as un san mn 
LOW OL wae M. 


Generally, small groups of highly quelifed staff 


people seem to work out best. 


Over-staffing can be suspected when non pertinent in- 
formation is frequently brought up, when issues often 
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become confused, and when decisions are too 
delayed - and particularly when all th S 
Siew at once hers co x 
There are additional advantages to having 
a small number of "generalists" working on decisions: 
- fewer coordination problems 
- concentration on important factors, nence 


ño "fine tunings’ wien 15 normall; no gaa 


portal i Crion: 





excnange oF 


— 


inrormation 







nucleus 


Statt Orsanı 243t101 Tor Deer Jon Na ae ir Söauerce 





In order to speed-up the decision-maxing 
Process. the tacos Start is -reduced a0 a 
few capable "seneralists." All other 
staff members are pooled to provide 
special information, if necessary. 


It is difficult to say how large the "nucleus" should oe. 
Slater found five to be an ideal number [cited in Ref. 20, p. 361 
Excellent "generalists," assisted by capable secretaries, 


can act very effectively. 
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The preceding system does have some major 

disadvantages: 
- Important details which are known by the specialists 
can get lost and have unexpected impacts later. 


lied 


My 


can partially be eliminated if specialists are im 
tO sive a vory Snort comment on the Inal decision 11 
tne sense "ok" or "not ok." 

- The staff members who are excluded from the nucleus 
get frustrated. 

- Staff members who are known for their nonconforming 
OBLET Ons, are normall excluded ¿rom se else r >= 
order to save time. Hence, the critical evaluation 


during the decision-making process is missing 


= The ınfon=ma,15n.07 1206501 OF sspce 14 beso. 0 ay 


1s neglected by the nucleus due to lacx of Time. 


rest of the staff will have a harder time Taking 
over the functions. 
(2) Start Oreanieacion Sor Parallel Dec anor 
Making. The basic idea is delegation of additional authority 
to task forces within the staff, eventually including line 
people in order to be able to solve problems simultaneously 
and effectively. 
W. Bass describes the task force concept 
to meet emergencies as follows: 


Business firms and government agencies resort often to 
task forces to respond to crises ... The stress of the 
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emergency calls forth vigorous efforts from all sides, 
under the eye of the top management. Initiative an 
creative thinking are encouraged. Channels of communi- 
cation are forced open among operating departments. The 
organization is operating as a whole instead of as a 
Collection of 1solated units. Risener breaks down 

the barriers between cells of sponsibility and 
expertise, (Ret. 7, B Ll, 


Gruber snd Miles have a similar basic idea 


apeout task Torces: 


t 


Rorcreati onol 3 Task. orce„shbould.senpi, 202 Ora e 
improve, a serious problem Si uation or [OC realize we 
porential in an Importare OpDOr Un oN sSercerasr oree 
members have jobs in the regular orzanizatTian sTruczure 


Free. 16% p. 179]. 


= 


Some fundamental principles 


O 
bal 
yy 
3 
O 
ty 
| J 
ct 


delegation become even more important in crises: 
- Relationship of trust between superiors and sub- 


ordinates involved in the delegation 


EH 


O 
t3 


- Clear policies which vrovide the Tramework 


decision making at every level 


The -principal task DagrslIcie ss Fe consuelo 
to decisions while still allowing difieren decisions 

| on dir rerene Sots ol facts te be made. Ollos aus 

| furnish the framework for plans: There is consequently 
a close Besen between volicies and delesasior 


| oT aul hority:; [Ref ile . 25 D. 1.48) ’ 

- Ability of the recipients of authority to overview 
not only their specific problem but also its inter- 
actions with other ones 

Although 
an orderly process of authority delegation always 
assumes that authority, responsibility and account- 
ability are coextensive and inseparable [Ref. 2, 
p. 1-41], 


this principle often must be violated, because a leader or 


manager sometimes cannot delegate responsibility and 
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accountability in crises but has to delegate authority alone. 


Since this represents a major risk to him, the before-mentioned 


Brust fa LOr LS so nienlyr important = trust based on IM5ecer ce, 
> J 5 


Myalıy, and capability ol tie subordinates 

Obviously, the personality of the leader 
or manager becomes very important and so dces nis leader- 
ship style. It is beyond the scope of this thesis to discuss 
leadership styles extensively, Dut it can be sately stated, 
that the extreme authoritarian style and "laissez-faire" 
leadership are not cOmpatiole with eiiective delezatzon of 
authority. Argyris showed that the latter creates more 


tension and anxiety than does either democratic or ausocrasi 


Re. 4, p. 1921. Oneanizacions coulis around san.euthori ve on 


leader on the other hand nave innerent weakresses: 


An authoritarian leader is quite likely of IRC, 
one thing, that his followers rave deserced nim : 
erieica) moment. le can Gold sarourd Bim cal Goose oz 
uncritical minds and dependent personalities ... 


| When that one man s0es, Wie entres es 
| likely to collapse, tor such a leader 
| others to develop enough to revlace ne 

orgenization's executive resources strong. ¡xel,. 


p. 496]. 


The orsanizational crocedure of delegatior 


is based on the results or the problem structuring process 


j 


which is described in Appendix I. The latter makes clear 
which are the problems to deal with, their ranking and 
interdependence. 

Problems with no interaction can ve solved 


independently by a staff task force or by line people. 
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Problems which are interrelated with other 
problems require a coordinated effort by the leader/manager, 
enerer or stairi or a special Coordination task force. 

The task forces should be composed of at 
least one "generalist" and the necessary specialists in 
order to solve the problems effectively. 

Sometimes there are not enough competent 
Specialists tO satisi; each task toree. ZNI 22255 oe Ere 
case with financial experts, computer specialists or ccmmuni 
cation specialists. If these specialists nave to maze ccr- 
tributions to several task forces, “hey should De pus into a 
2007.01 specialists. eeial atten. 0m. 228 EC ce valid Ko 
members of such pools in order to keep their xnowledee up 
to date and to make sure that they do not cenzuse thre 
different problems, but keep them well separated 
minds. 

Figure 7 shows relevant parts of the orzgani- 
zational structure Tor parallel decision maxing, Dased o 


Z 


step 6 of Appendix I. 

In spite o tae imcorporav.on noes: 
forces, staff members should continue to help the lire, 
because 

staff departments are supposed to assist line depart- 
ments in work that requires technical expertise and 


detailed attention. [Ref. 19, Dae Ge 


In conclusion, task forces might work under 


moure Kinds of conditions: 





- Task forces which can solve problems independently 
and do not require assistance from an information pool 
(problem F in Figure 7) 

- Task forces which can solve problems independently bu“ 
need information from the pool of specialists (problem 
C in Figure 7) 


- Task forces which solve problems tha? need coordination 


but do not need to use the pool of specialist%s (protlen 
E in Figure 7) 

- Task forces whicn solve problems that need coordination 
and require inputs from the pool cr specialists (preolen 













COORDINATION T 
























PESK FORGE TASK FORG Deere ct T 
"NORMAL PROBLEM PROSLE = 
OPERATIONS” A indepe (3 


*has to keep impacts 
of problem D in mind 


Relevant Pariser the Oream zatlonal structure 20r 


Parallel Decision Making (Compare Appendix 1) 


Task forces attack the different problems. Where 
necessary, coordination is imposed and knowledge of 
specialists is provided. Problem 3 is dropped be- 
cause it is of minor importance; problem D is obsolete, 
hence also discarded, but still affects problems A, E, 
and the “normal operations." 
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It is obvious that problems which can De 
treated the first way are the ones that might best be 
delegated down the line. 

The chief of staff (or leader, manager) 
who has organized his staff into task forces must now give 
clear orders to the task forces and clearly define the range 
of authority, responsibility and accountability he delegates 
and which decisions he wants to make by nimselr. If the 
delegated authority involves the power to give orders 70 
subordinate levels, these levels must be inf9rmed. 


the delegation is done, the responsitle 


Ht 


I 
chief of staff (leader, manager) has to reorganize nis own 
activity following the new organization. rom che viewpo!nz 
ot primary importance and time, the Alenesv-ramnkars nrodlens 
need his attention most. From the organizational viewboirzy, 
the task forces that deal with problems thas reed coordirasion 
ad rely on the pool of specialists require ALe OST COn ToL. 
Hence, trade-offs have to be made. 

Parallel problem solving by delegation 
normally involves most members of the staff, and eventually 
also some individuals from the line, and allows all of them 
memcONtribute in solving the crisis. It is, therefore, a 
much more satisfying procedure from the human resources view- 
point than the one described in (1). 

The decision-making procedures within the 
task forces follow normal rules, as described in IV.A 


(pages 47-51), except that there is eventually a more pronounced 


lack of information than usual. 


67 








3. Additional Resources, Obsolescence and Time Constrain 


Measures aimed at coping with crises often require 
substantial amounts of additional resources. On the other 
hand, due to the prevailing uncertainty, benefits are dirficyu 
to estimate and can decrease rapidly if timely crisi 
measures are not taken. It is, therefore, extremely im- 
portant that a cost/benefit analysis for a relevant future 
period is made for each planned measure. If the measures 
cannot be effective before the point oí ocsolescence, or he 
costs are higher than expected benefits, the measure snoulc 
be dropped in order to save resources (Figure € 
"alibı actions" which are taken, even if Ghey make no sense, 
in order to show that at least some attempt nas teen made 70 


solve a problem, are a waste of time and resources. 


resources 
(peneri ts 


costs) 


Q 
A 
> 
denelits 
A p 
© time 


point of obsolscence 


Figure g 
The Problem of Obsolescence 
It should be determined if the effects of 


applied resources will take place early 
enough to exceed costs. 
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Example: 

If a grounded supertanker is expected to burst within the 
mext | hours and 1t takes 30 hours to pump the oil out of 
it, all pumping measures are a waste of time, laoor and 
capital. Hence, the specific solving of such problems mus“ 
be discarded, without neglecting their interactions with 
other problems. 

The psychological impacts in crises, Tose ther wien 
changed procedures may have a ". 
people. Resources are wasted due to the ovinion “our losses 
are so huge and the situation so nopeless anyway, shat iv 
really does not matter ir double the needed explosives are 
used to do the job.” The other extreme is the stupid 
bureaucrat who, while fire spreads, wants a receipt defore 


handing out a fire extinguisher to an employee or another 


department. Two measures are important in fizhting ch 
Mvasuins efdeet." First, leäders or Manassrs in crises mus» 


clearly define which normal procedures are cnanged and, 
second, managerial control must ce tighter than in normal 
times. 

On the other hand, special allowances must te made 
because the additional necessary resources normally cannot 
be spent in an optimal way due to the lack of fine-tuned 
planning. There certainly exist situations where the appli- 
cation of too few resources has the inherent risk of total 


failure. Hence, when in doubt: be massive, not meager. 
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Ir Communication and. [Information 


Everything must be done to get accurate information 
in order to be able to make appropriate decisions. Hence, 
measures must be taken to fight lack of information, extreme 
bmas ot information and excess information. 

In some crisis situations 10 18 Of Yigal impor ance 
chat ınformatıon LS procured fast and ass ressively. his is 
the case when there is some evidence thas imvortan facts 
eculda et Lost or De intens.onally destroyed. 2.) Lor 
escample, a búsiness gets info Troubles due 70.211 891 ac, ons 


er a subsidiary, immediate actions mu 
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destruction of incriminating documents and the disarpearance 
of involved people. 

If the information and communication center is unatle 
to handle the informacion overload, it mizghs te worzhwnile 
to delegate a "generalist" in order to assure efective 
aılterine. 


Because people in crises are oiten unable <c act as 


7 HS e] 
May De necessary, 20 eS Lene DI 


ct 


objective information sources, i 
a special information service, Consisting of teams sent cut 
Fo the crisis center (see also 5.6 on vase 77). 17 this is 
not possiole, for time reasons or other, it may be necessary 
to make decisions under conditions of high uncertainty. 
te the pitfalls ot problem analysis end decision manga 
are almost certain to increase whenever a manager is 
under pressure ... It is precisely at this time, when 


people are clamoring for action, when he doesn't have 
all the important information he thinks he needs ... 


The good manager, like a skilled detective, will spot 


the relevant information and use 
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to narrow down the search for the real culprit. 
(Ref. 29; pp. 24-25]. 


Some mathematical models, which deal with decision maxing 
under risk, uncertainty and conflict, may be applicable 
(depending on the time frame), and give the decision 
maker valuable help. 
Examples: 

- Decision matrices 

- Decision trees 

= Pere 

- Dynamic programming 

- Markov cnains 

- Game theory 

= Sımulatr,on 
heer, 47, p, 46]. 
Methods which use estimates develoved oy experts may also 
be helpful. The bess known vrocedure vrobacly is the 
Method (Ref. 32, Ref. 10]. 


To avoid new bdiases in communications due to percor- 


(Q 


cl 


alities, the following recommendations should be accepted: 


O 


First, the adoption of a new staff organization 


iN 


Should not create new internal communications. This means 
that the heads of task forces should nave collaborated with 
the chief of staff (leader, manager) before, and that the 
members of the task forces should have worked together in 


advance. The creation of special “disaster staffs," composed 
of people who normally do not work together, is therefore 


problematic unless these staffs get frequent training. 


ex 
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| 





Second, communications between crisis command or 
management and the crisis center must be examined so ‘that 
biases due to impacts on the people who are directly affected 
by the crisis (physical damage, psychological impacts) can 
be dealt with effectively. If there is some reason to be- 
lieve that things nave changed, "emergency command or 


management teams," composed of competent staff members should 


be sent to the crisis center in order to estaolish reliable 
communications. This helps not only in cransmit zz intor- 
mation both ways but also in implementing decisions (see 
also 5.c on page 77). 

A special problem is the staff's internal updating of 
information in order to avoid navire work done that is based 
en obsolete information. AS things change quzcxly in crises, 
an effort must be made to spread information rapidly. This 
can be done best oy organizing frequent staff meetings and/or 
frequent updating of data bases. 

A very dangerous aspect is described oy NM, Folsom: 

There is also a tendency oy some sta 

their bosses from unpleasant news ard c 

Proteccion Can often 20 L00 rar and preven. e exe 
O 


tive Irom gaining pertinent information 
of alternative points of view. {Rer. 1 


EL H 


The same situation occurs when the authoritarian or 
aggressive personality of a leader or manager creates Tear 
within his subordinates of passing information upward. 

Crisis situations often become worse due to the 
lack of controlled information flow to the mass media. This 


is especially true for public administrations or big businesses 


Be 





that are always observed with scepticism by the public. Fast 
and accurate information by management can avoid unpleasant 
rumors. Withholding information or providing intentionally 
false information does not normally pay off, because mis- 
Frust and Untavorable public opinión 2S created. when 1: be- 
comes obvious that false information was delivered. Hence, 
good public relations are an important part Of crisis Managemen. 
In all these information and communication problems 
envelved in Crises, the protection or 1ni orna- ion azai s- 
undesired dissemination becomes an important aspect. 1: 
is, therefore, necessary to implement security measures for 
staff people and to take steps against the tapping of commuri- 
cation systems in advance because there is probably ro “ime 


to do it once a crisis has developed. 


5. Other Aspects, resulting from several Factors 


m 


a. back of Critical ev almas on 


Many leaders and managers, esvecially authoritarian 


~ 


ones, do not like people in their stafi 


wno express diiterent 
points of view or have different approaches to problems. 


Enormous pressure on staff members for conformity with the 


"group opinion,” or the leader's opinion, may exist. 

As the individual acts in interpersonal behavior events, 
in face-to-face contact with the other zroup members, 

he is often placed under group pressure to conform - 

to judge, believe, act in agreement with the judgment, 
beliier and accıon Of “the group. Veer. 27, De 509] 


+ 


Especially under conditions of time constraint, people who 


resist conformity, risk being excluded from decision making 
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in order to avoid conflict and to save time. Individuals 
with a critical attitude are often not included when new 
staff members are selected. Pressure for conformity and 
elimi nation- oi non-confermine Opposition leads to the er renel, 
dangerous situation of "grouptnink,"” as described by i. L. 
Janis. He mentions the following symptoms of "zroupthink:" 
- Illusion of invulnerability which leads to over- 
Optimism, tne willingness o cake emeraoralcary 
risks, and failure to respond to warnings 
a Collective construction or ra onrslı2. 0285 12 
order to discount warnıngs and O Ter Ors oF 
negative feedback 
- Belief in the inherent morality of the inzroup 
which leads to ignorance of ethical and moral 
consequences of decisions 
- Stereotyped views of the leaders of the enemy 
sroups, for example, they are stupid or evil, sénee, 
the failure to zet a realistic, sounrstreated 
picture 
- Pressure on members who support other opinions 
than those of the majority 
- Self-censorship by avoiding deviation from 
apparent group consensus 
- Mindguarding in order to protect the leader and 
the fellow members from adverse information 


(Ref. 23, pp. 44-46, 74-75]. 
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It is obvious that poor decision making is the 
result of groupthink. Hence, an effort nas to be made to 
allow critical evaluation to take place, even 1f there are 
time constraints. Asch found experimental evidence that 
the presence of a partner supporting a dissident depleted 
the group's majority of much of its power. In addition, ne 
concluded that the dissent per se increased independence. 
[Ref. > Pp. 34] 

The effective leader or manazer snonld therefore 
tolor rate more alhan One individual in nis Start who ic known 
to have independent viewpoints, in order to increase The 
indiy düal s ability to resis. pressure or conos... = 


may also encourage them to express their opinion, because 





it.(Asch's finding, the author) suggests, for ex- 
ample, that a dissident opinion, if expressed loudly 
and clearly, can have a tremendous efZect in strengthn- 
ening the independence or like-minded people. The 
expression Of a dissident opinzor may TON C206 re 
majority s beliefs, OUt it Can Conserve eine mnor cs, 


view. [Ref. 24, pp. 514-515] 
In addition, the following remedies may nelp 
to prevent groupthink: 


a 


sO 


Assignment of the role of a critical evaluator 

each group member 

- Assignment of the role of a devil's advocate to at 
least one group member 

- Avoidance of statements about preferences and expecta- 
tions by the leader before the decisions are made 

- (Outside groups working on the same issue under 


different leaders 


(2 
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- Discussion of the group's deliberations with outside 
members of the organization, if time and security 
permits this 

= -Berentia Wainvolrementsof oussıdeszexperts>l1T corditiors 
allow it 

- Division into subgroups after preliminary consensus, 
reevaluation of the solutions, then group meeting 70 
discuss residual doubts 

The above recommendations are adapted from Jaris 
Bere 23,2. 76}, 


Db. Delsessatıon of Autherı 0 Wanacemeni: Levels 
=> J — 
Down the Line 


In general, it is advisatle o delega: 
much authority as possible to line people who are in ste 
crisis center and therefore have the dest xnowledzge of the 


de 


facts. This delegation of authority can include sutordine- 
romo additional resources. Several condicions muse” ce 
fulfilled to make such delegations. 

First, the command or management level in question 
must be able to act in spite of the on-z0irg crisis. 

second, 1t must have no responsibility tor the 
occurance of the crisis, otherwise it misht sperd resources 
on eliminating facts that could be used as evidence in later 
investigations. This is especially important when criminal 


acts are the reason for crises. In this case, the involved 


management level should immediately de isolated and replaced. 
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c. Emergency Command or Management Teams 
If lower leadership or management levels are 
una lles:to. utili their Funerion because of crisis Impeere, 
emergency command or management teams must take over the 
responsibilities. These teams should be composed of flexible, 
capable people who are able to grasp the problems quickly, 
establish the necessary contacts, gather the important infor- 
mation and make decisions. They must get the necessary 
authority and resources +0 ací aS 1ndepender ci ändZerree si ye- 
ly as possible. Finally, they must @eneratve en. len, vercical 
ane, nori zontal communiceticns: 
d. Resistance to Change 
As with other people in organizations, staff 
people have the tendency to do what they have always dore. 
It is certainly a pitfall to expect flexibility in crisis 
Situations when there was none before. 
Role performance becomes so firmly hatituated and 
closely prescribed by expectations relazing to 
function and status thet the members are unable vo 


act freely in coping with the changing Situational 
demands made upon the group. (Ref. 41, ov. 133] 


A 


: 


cr 
= 


(D 


Nevertheless, there may be some members of 
staff who are able to respond to the changed procedure 
patterns of a crisis. In highly formalized organizations, 
which operate in stable environments, one probably should 
look for frustrated people, planning to leave soon because 
they cannot develop their dynamic personality. Organizations 
that are used to operating in turbulent environments will nave 


less difficulties in providing flexible people. 
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It js elear then that executıyes should find ous 
early which members of their staff are capable of adapting 
to changing situations. However, it is best not to change 
established procedures in crises without obvious necessity. 

e. Help From Outside 

Depending on the character of a crisis and zhe 
reasons for its development, willingness to help can Te 
expected from the internal and external envircnment. Crisis 
leadership or management must include these potential rescurzes 
in their decision making and cocrdirnate tnem wich cheir 
own resources. 

i. «Power Struselire 

People who are known for their recxiess eecistiz 
power struggling should be eliminated from decision maxing in 
Crises because they lessen the eificiere, 0: Gre process. 

g. Collective Leadership 

If the leadership or management involved ina 
crisis is a collective one, meaning it consists of several 
persons with equal power, including the chairman wro is only 
"Primus inter pares," the following things may happen: 

- The individuals with “strong” personalities may emerze 
and take over authoritarian leadership 

- The collective leadership or management may bde willing 
to take higher risks than an individual, as shown oy 
J. Stoner [cited in Ref. 38, p. 385] 

- The decision may almost certainly be delayed. This is 


due to set-up time, start-up time, and disucssion time 
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[Ref. 38, page 395]. The quality of the decision may 
be better than the decision made by a single individual, 
but this is uncertain (Ref. 38, pp. 379-384]. 

Because these unforeseeable effects may namper 


the decision-making process in crisis, the most capab 


H 4 
(D 


individual in the group should be designated as superior and 
given the additional necessary authority. 
h. Implementing Decisions 

Basically there is no major ditfíerence 
implementine deeisions ünder normal and crisis cond 
Nevertheless, two factors are more important 

First, the psycholsziesl asnee, ©. ODPO 20- 
plement solutions to problems can be of vital tmportagee. 
Measures aimed at fizghting crises normally require unusual 
efforts and Sacrifices and are therefore not popular. rence, 


Implementation is a delicate affair and should neg 


HL 


neglected by the decision maker. The best people must zev 
involved in this important step. 
David Lilienthal, former dissezer 02 16, under- 
lines the importance of the implementation step: 
There is an unfortunate lack of distinction tetweer a 
plan and accomplishment ... Too many business people 
- and government administrators - believe 'We have a 
plan, therefore the job is done.' Most of the time 
what we need ... is a simple answer to ‘How do we get 
it done - now.' [cited in Ref. &, p. 157] 
Second, tight control becomes extremely important 
as it not only helps leadership or management to check 
results, but it also gives a highly needed, stable framework 


Mor ene súubordinates. 


l? 





V. CONCLUSION: AN INTEGRATIVE DECISION-MAKING MODEL 
Appendix II shows the entire decision-making process 
graphically and should be consulted when reading the follow- 


ing text. 


A. PRELIMINARY MEASURES 
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The purpose of all preliminary measur 


un 
H 
N 
y 
3 
Aa 
U 
(D 
O 
Q 
5 
(L 
ct 
El 
(D 


irec, they save time in case ol cri 
help to reduce or eliminate some foreseeable impacts of crises 
on the decision-making process. 


The following measures should be taken during normal 


times: 
1. Self-Evaluation and Education of the leader ar 
Manager 
successful leadership depends on an ability to apply 
skills acquired through experience, study and obser- 
vation. One of these skills is that of zuiding the 


errorss OL OblersS 1m Ghe ment direction vious a 

strict use of the authority, prestige and power 

associated with a given position. (Ref. 46, p. 437] 

This excellent summary of leadership qualities 

Should encourage the leader or manager to improve his own 
Skills continuously, because he will need them desperately 
in crises. In addition, he needs 

the skill to put that extra fire into an organization 

- that plus which enables it to win when the chips are 

down, which causes it to get through a crisis, which 


enables it to do more than anyone anticipated it could 
CRT Pre ol 
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Crises Can be anticipated oy imagination, and. solu- 
tions can be developed during normal times. This mental ex- 
ercise or "individual war gaming" should be done frequently. 

It will not only help to reduce the surprise effect and to 
save time in acute crises, but it will improve normal manage- 
ment too. Management by exception or by objectives should allow 


the time necessary to anticipate possible future developments. 


2. Screenins of tne Suaff Members 


iG iS important o know: 

- The psychologically balanced and physically resis- 
tant people who probably will not have surprisirg 
reactions during crises. The physical cordi ALLOr 
1S important because crisis management means rest- 
less activities over hours or even days. Zreak- 
downs, with their inherent prodlem of charzins 
behavioral patterns, are dangerous. =xperiments 
done by Levin suggest that individuais who nave 
sone through mild environmental stresses durirg 
their development, are more resistant to stress 
than those who were well protected. [cited in Ref. 
gi; Dp. 3/9) 

- The mentally flexible people who show leader- 

Ship qualities and have the ability to see provo- 
lems in their general context. These staff mem- 


bers, called "generalists," are candidates to 
5 


nead task forces or be members of a “nucleus.” 
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- The egoistic power strugglers that are not goal criented 
but self oriented only. They should be eliminated 
from crisis management and put in posivions where 
they don't hamper the decision-maxing p 

- The people who have a positive critical view. They 
should be put into a place where they can play 2 
devil "Ss advocate role. On the other hand, s -a:f 
members who are chronic Taul*t Finders, waste ine 
and energy, and should “shererore ce eliminated from 
participation in crisis nanagemen“. 

- The people who are trusted and crecx=d To zardle 


Classified 1inrommaslon and material. 





3% -Iimproevine Start=ı Pelae.e@ sno 
L. Allen mentions the following general, mutual 
complaints: 


- Staff tends to assume line authority 
- Staff does not zive sound advice 
=- Staff steals credit (2ór suecesstul proszrams) 
- Staff Tails to see the whole picture 
- Line does not make proper use of staff 
- Line resists new ideas 
- Line does not give staff enough authority 
(Ref: 3 poe 360-361 | 
These complaints show potential mistrust, hence, con- 


flict which can have negative effects, especially in crises, 


when feelings are no longer repressed. 


SZ 





Increased interaction and managerial empnasis on 
improved technology transfer between line and staff should 


help to create better mutual understanding. 
+, Beteblichment of a Basic Crisis Dreanization Char: 


An important general rule to observe is that of main- 


c+ 


taining the existing group Structure as much as possible, 
even if tasks change. 

The baste erisiıs Orsarnızason caart nes Go se 2dap cd 
Othe Prevalling si.uavıon in ¿the event o: a Carels, CU. can 


at least be applied "as is 


” on Pe br a 7 
Sitz. ne DONA LES. 


a possible CrisiG=Oreanizacion char,, Sased Of rem dea of 
a parallel decision making, as described on pages 62-67. 
some explanations: 

The task force “normal operations” nas to marase The 
still on-going normal operations, whereas “he other “ask 
Torees and the “exvernal ald team corecen [rave On. isis 
management. The task of the “external aid team" is tc lock 
for help from the envirorment, especially zovernmertal agencies, 
affiliated organizations or even competitors and to make 
proposals for the help's integration. The "informaticn and 
communication center" gathers all information ard spreads it. 

It seeks to close information loopholes by active reconnaissance 
and to establish needed communications in accordance with vhe 
ehlef Of Staff, In addition, 1% filters the intormation. 

The chief of public relations should be directly 


accountable to the responsible leader or manager in order to 


83 








LEADER/ 
nee PUBLIC MANAGER 
RELATIONS 


Coil GF erate COORDINATION 


Mt A A 





— q 
SAL SR ZT 
An 
mao 
zn vr 


j 
nn ah É url 






a | 


INFORMA- 
TION. 
COMMUNI - 
CATION 
CENTER 





Figure 9 


Basic Crisis Oreani gation Chart 


The chart may serve to start crisis decision 
making rapidly but should then be adapted to 
the prevailing situation. 


suboerdinatıocn 





subordination for coordination only 


Dan information exchange only 
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dont Robin sueter accordance: w1tn tiñe prevailing policy. 

Everybody in the organization must know that only the PR 

department is authorized to give information to the outside. 
The idea of the “pool of specialists” is described 


on page 60. 


5. War Gaming 


To be more accurate, "crisis management games" in- 
volving staff and line people should be carried out period- 
really. such games help individuals to think ab007 de eno 
possibilities of crises and give them hints on now to handle 
them. They serve also to test people and the crisis organization. 

As a result, mucn uncertainty is eliminated in th 
case of an actual crises. In addition, weak points in the 
on-going activities might come up and can ve eliminated 
Tollowine this training. 

It is important that crisis management games last 
lonssenoush and are sufficiently diziiculy so thas the psycno- 


logically unbalanced or physically weak pecple can be noticed. 


B. PROCEDURE IN AN ON-GOING CRISIS 


1. Coping with the Psychological Disequilibrium 


The leader or manager must have three possible 
Spots of disequilibrium in mind 

- himself 

- his staff 


- people in the crisis center 
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It is dangerous to act before the leader or manager 
and his staff have regained an equilibrium which allows 
sound decision making. 

The personality of the leader or manager is a crucial 


point here. If he looks confident and "cool," this attitude 


UY 


will soon influence his staff. In order to calm down people 
in the crisis part, accurate and quick information and 
goal-oriented action, either by the leader/manager himself 


or a competent deputy, is absolutely necessary. This cannot 


be stressed enough. 


2, Cathering Of Facts and J mmediate Comm ceriess eres 





After gathering the most important Tracts and making 
a Very rouen Structuring ol the upcoming problems, a Mes, 
time-related discrimination must be made. Some proolems mizht 
obviously need immediate action without previous, detailed 
analysis. Hence, the prevailing situation should be screened 
for such necessities and those actions should be taker with 


Niesspriority. 


3. Relating the Crisis to the Whole 


Because crisis situations tend to dominate manager's 
Minds, it is important to estimate roughly and rapidly what 
percentage of the leader's or manager's scope of responsibility 
is affected by crisis. In the military, this percentage may 
be expressed in organizational units such as companies or 
battalions, or in the amount of firepower, strong points, 


ships, aircrafts,or other equipment affected. In business 
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it is interesting to know what percentages of sales volume, 
production, labor, raw materials, buildings, equipment and 
other assets are affected by crisis. Establishing this re- 
lationship can help to avoid over-emphasizing the crisis and 
neglecting the more important remainder. 

Estimating this percentage should in no way delay 
the decision-making process. If a rough estimate (for ex- 
ample it is 10, 25, 50%) cannot oe made within minutes, as 
may be the case in an A-plant accident, it has to de handled 
as a normal lack-of-information problem by the information 
and communication center. The leader or manager should in 


! 


this case immediately go to step +. 


4. Looking For Reasons 


- 


The leader or manager should make an early determina- 
tion as to which elements of the external or internal environ- 
ment, or which factors in his own organization, caused the 
crisis. Hence, when proceeding to step 5 (problem structuring), 
both causes and effects of crises should be kept in mind. 
Depending on the situation, it might de worthwhile to assign 
to a special task force the problem of determining how to 


diminish or eliminate the causes. 


5. Structuring the Problems 


ty 


H 


The leader/manager alone, or together with key staf: 
members, must list all the problems. Then the problems should 
be structured as described on pages 57-60 and Appendix I. 


With the resulting ranking order, the priorities are set. 
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6. Adaption of the Basic Crisis Organization 


When the problems are structured, the existing basic 
crisis organization (as determined in the crisis organization 


chart) must be adapted to the actual situation. 


7. Assignment of Problems to the Task Forces 


If the parallel decision-making procedure was cnosen, 
the problems must be assigned to different task forces. The 
task forces should know very precisely their ob 
and the amount of authority each was delegated, esvecially 
what decisions they are not allowed to make without consensus 
of the superior. Then they work according to she normal 


decision-making procedures as described in IV.A on pages 47-51. 


Ss. ¡EStablaishine a Tine 3udees 


Calculating back from the latest time when measures 


pa 


must be implemented before they become obsolete, the ollow- 
ing latest acceptable times for each of the problems musT 
be estimated by the coordination team: 
- start of implementation in the crisis cenver 
- time when involved people in the crisis center 
must know about the decisions made by the crisis 
command or management 
- time when the staff must nave finished documerts 


(orders, directives) and otner measures in order 


to transmit them to the recipients 
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- time when the leader/manager must have made 
the decisions 
The resulting timetable is a crucial instrument of 
con rol for the Chief of Stati, the coordination team and 
also partially. for the leader or manager. 
If estimates are difficult to make, 1t m 


ful if the task forces make them. 
9. Coordi natiom s7dvcoutrol 


Independently of the decision-making procedure 
Sequential or parallel, chosen, coordination of the work To 


be done on the several problems and stri 


() 
ad 
(D 


compliance with the time budget, now decome crucial. IF a 
chief of staff or a special coordination team exists, the 


leader or manager is free to either visit the center or 


De de de or 


er3sıs.or eoncentrate check 35 Ono che Hose inpoOyzece.“proolems.. 


Yin 
an + hu 
de. 


The coordination must make sure that 


cd 


he crisis 


+ 


siseeted subocrd.aatTes are nol 


G 


given too mary separate crders 
and directives for each problem, but instead ore well- 


coordinated and integrated set. 


10. Implementation 


As described earlier on page 79 , the leader or 
manager must pay special attention to the psychological 


procedure of implementation and the control structure. 


89 





VI. FINATAREMARES 


Crisis management is neither an art nor pure technique, 
but it requires higher skills than normal management in wo 
aspects. First, the psychological impacts of a crisis 
require a better understanding of human reeds and benavior. 
second, Much more Tlexjibiliey and intellisence 1S necessary 
to handle the managerial tools such as: problem analysis, 
development and evaluation of alternative solutions, setting 
priorities, making choices under condi#@fo0ns cr Ria ur- 
certainty, adaptıne orsanızationalzesrmierures, zen erınzend 
evaluating information and handling communicazions. While 
personality plays a Crucial role ın Tiestırsr aspee., zralne 
ing can help to improve the ability to master che menazerial 
GO OS. 

Time and money spent in effective preliminary measures 
Will not Only pay Cit greatly in crises, but tia also improve 
normal management. Nevertheless, crises need sirorz person- 


alities with high skills and - luck. 
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